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Need For Volunteers
John Gardner, former director of Common Cause and head
of the board of directors of Independent Sector, a coalition
of charitable and philanthropic organizations, said, ''If
volunteerism were to disappear from our national life, we
would be less distinctively American.

Volunteer work

enhances our creativity ... nurtures individual
responsibility, stirs life at the grass roots and reminds us
that we are born free."

(Thomas, 1980)

The 1980's have witnessed an increased emphasis on
volunteerism in the United States.

Budget cuts on

both the state and federal levels, coupled with "Proposition
13" style initiatives, have resulted in reduced
levels of governmental support for all types of programs,
especially social welfare agencies, education and health
organizations, programs for youth and the aged, community
development efforts, and cultural activities.

Many agencies

and organizations have responded to this dilemma by
increasing their dependence on private contributions and
volunteer workers.

Although many of these organizations

have continued to survive, dramatically increased efforts
seem to be called for in order to fully replace the losses
suffered through budget cutting (Schellhardt, 1982).
A Statement by Herzberg, Mausner and Synderman (1967)
provides a summary of the sphere of volunteerism.
'

"We

2

cannot help but feel that the greatest fulfillment of man is
to be found in activities that are meaningfully related to
his own needs as well as those of society.''

Mead (1975)

emphasizes this further stating, ''Anything that embodies our
deepest commitment to the way human life should be lived and
cared for depends on some form - more often, many forms - of
volunteerism. ''

Ours is definitely a society that has

depended and will continue to depend on volunteers.
Despite the large numbers of individuals already
participating in volunteer organizations and programs,
officials are convinced that there remains a vast amount of
untapped potential volunteerism.

One study that would

support this view was conducted by the Gallup organization
in 1979.

Seventy percent of a representative sample of the

nation's adults said they would be willing to participate in
neighborhood betterment activities or assist in social
service tasks (Thomas, 1980).

Efforts to significantly

increase volunteer participation by drawing on this
''volunteer gap'' have so far been only moderately successful,
and volunteerism has failed to compensate for budget cuts
(Schellhardt, 1982).
Defining Volunteerism/Volunteer
The initial problem with studying volunteers/
volunteerism is defining volunteer activity.

Experts

have been trying to do this for many years without reaching
consensus, as the report of The Gallup Organization (1981)
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concludes.
•

•

Volunteerism has traditionally been defined as

•

g1v1ng time to help others for no monetary pay through
organizations like hospitals, schools, churches and various
social service organizations.

•

Moreover, volunteer work is

generally thought of as a regular commitment, such as the
person who spends four hours each week or each month helping
in the school library or hospital admissions department.
However, this concept of volunteerism which ties volunteer
work to organizations may under-represent the actual
amount of volunteer activity in this country because it
excludes the activities of the person who gives his or her
time on an informal, individual basis.
Service agencies according to Allfriend and Kreitler
(1973) sometimes classify volunteers according to the amount

of time they can give.

A permanent volunteer works on a

regular basis (either part or full time) with no set date on
which he or she intends to end volunteer service.

Temporary

volunteers work for a specified period of time.
Intermittent volunteers want to help but cannot offer their
services on any regularly scheduled basis.

Instead they are

available for a specific project.
An all inclusive definition is needed to cover all
types and categories of volunteerism such as the one given
by The Volunteer Dimension In EFNEP ( 1977).

''A volunteer is

a person who gives time, talent and service to others
without pay.

A

volunteer may be a highly-trained, well-paid

professional, or an unskilled person with very little
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academic training.''

Kempton ( 1980) defines a volunteer as

someone who gives his or her time, ideals, and resources to
something he or she believes in.

Steele et al (1983) define

a volunteer more specifically ''as any person who assists
others through time, effort, funds or materials; is not
paid; is of any age (adult, youth or child) and assists
either for short ( 2 hours or less) or long periods of time.''
For purposes of this paper, a brief definition, as
determined by the National Extension Homemakers Council
( 1983), will be used.

''A volunteer is an individual who

agrees to do a job or render a service for which the only
compensation received is the satisfaction of a job well
•

done - a service performed for others. v,
Reasons For Volunteering
Among adults who have volunteered in the past year,
the largest percentage first became involved in the
volunteer activity because they were asked by someone if
they would volunteer (44%) according to the Gallup
Organization (1981). Other sources of information or reasons
for becoming involved in the volunteer activity are having a
family member or a friend involved in the activity (19%) and
through participation in a group or organization (31%).

One

person in four (25%) sought out the activity on their own.
Relatively few (6%) first volunteered because they had seen
an ad for some information about the volunteer activity in
the media.
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When asked why they continue in the activity,
volunteers responded in much the same way as they did to the
previous question.

Major reasons given were wanting to do

something useful, interest in the activity, enjoying the
activity, or having a child, friend or relative involved.
Two early studies by Goldhammer (1943) and Godbey (1957)
support this finding that the human satisfaction which comes
from voluntary work seems to be the chief motivation for
volunteering.
A slightly different set of responses was found in a
study in North Carolina by Johnson (1967), in which
respondents could select responses that surveyors classified
as program related, humanitarian or self-relatetl.

North

.

Carolina volunteers ranked very high those reasons that
were related to the program or activity of the volunteer
work in which they were engaged.

''The work is very

interesting'' was scored as important by 96% of the
respondents and ''It is very important that the work be done''
was scored in the same way by 94%.

The

humanitarian-oriented question, ''I like to be helpful,'' was
also scored important by 96%, but the other question so
oriented, ''It: is my duty,'' was ranged important by only 72%.
The self-related questions received a mixed response.

Only

three of seven such items were ranked important, and four,
unimportant.

The three important reasons were '' I enjoy

being with people ( 89%), ''My relationship with those I serve
is very rewarding'' (92%) and ''I like to feel needed'' (72%).

6

Women 4-H volunteers, in a study by Parrott (1977),
indicated that the main reasons they volunteered were
because they wanted to help others, they enjoyed watching
youth grow and develop, and they had a child in the program.
This is supported by Cline (1984) who says that a 1981
Gallup Poll confirms that the strongest motivation for
volunteering remains the desire to help others.

The second

most popular motivation is '' interest in work''.
A study of older volunteers by Sainer and Zander (1971)
found that elderly persons became involved in volunteering
because it filled their needs for social contacts and useful
and satisfying roles.

Another study of the aged volunteers,

conducted by Monk and Cryns - (1974), however,' indicated the
aged volunteers were the younger senior citizens.

These

aged volunteers were home owners who were physically well,
knowledgeable about community services and financially
secure.
Still another subgroup of volunteers are college
students.

Studies of college students by Ritzman

(1972) provided no conclusive evidence that those who
volunteer are helped in resolving their identify crisis or
improving their self-esteem.

A study by Feinberg and

Sundblad (1971) found that college students who volunteered
had greater needs for approval.

In addition, Cline (1984)

finds that many young people are using volunteer work to
substitute for work experience or to try out a career
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field.

Students and youth are not the only ones to realize

that volunteering can serve their self-interest.

That

message is also getting through to mature women with years
of comrnunity volunteer experience, some of whom are ''cashing
in'' on their experience as relevant background for obtaining
paid jobs.
''The new volunteer,'' Cline ( 1984) says, ''will select
volunteer jobs that he/she consider important not only to
the community, but also to the volunteer for improvement or
qualification for a better paying position.

The new

volunteer may require benefits and incentives such as
mileage, insurance coverage, better training and a
performance review for a resume.

Organizations that recruit

volunteers are going to have to make a convincing case for a
payoff to get volunteers, many professionals believe.''
As more information is gained about volunteers, new
ways of working with them is becoming evident.

Volunteerism

is in a state of transition and the ways of thinking about
it are changing.

It becomes increasingly clear that it is

difficult and perhaps even inaccurate to generalize about
the characteristics and motivation of volunteers.
Motivations of the Volunteer
The motivations of people to volunteer may be somewhat
similar to their reasons for volunteering but perhaps
motivation goes somewhat deeper.

According to Henderson

( 1981), ''There . s no simple answer on how to motive people.
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What motivates one person may not motivate another."

The

individual differences and the striving to match individual
needs with organizational tasks is the challenge of working
with volunteers as well as with paid staff.

People are

motivated by a variety of personal needs, not by some
external technique.

Best results are achieved when needs

are accurately identified and volunteers given the
opportunity to satisfy them.

Organizational goals that are

at odds with volunteers' personal goals are bound to leave
volunteers unmotivated.
The Volunteer Dimension In EFNEP (United States
Department of Agriculture, 1977) says that motivation is an
idea, a need or an emotion within a person that incites that
individual to action.

According to Porter and Lawler

(1968), for example, motivation theory tries to explain how
behavior gets started, is energized, is· sustained, is
directed, is stopped and what kind of reaction is present in
the individual while this is happening.

In addition,

motivations of volunteers may change depending on the
situation and over a period of time.

The professional

working with volunteers must be aware of these changes as
they occur according to Henderson (1981).
The level and intensity of a motivation is based on
needs and goals, or stated another way, internal felt needs
and the external goals that a person has (Cummings and
Schwab, 1973).

Both are necessary to arouse behavior.

The
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strength of both needs and goals · varies from time to time
and from individual to individual.

Everyone is motivated in

some way although it may not necessarily be in a direction
or at a commitment level that someone else wishes.
The field of motivation is highly complex with theories
so varied and contradictory that no single conceptualization
has received general support.
of the choices one makes.

Motivation is the explanation

For any activity, a person

decides what he or she will put into it, what he or she will
get out of it and how great the risk is.

The rational model

of man assumes people will make these decisions in an
intentional way.
One way to classify the schools of thinking in regard
•

•

to motivation is into (1) drive-habit and (2) expectancy
value (Porter and Lawler, 1968).

The original drive-habit

theories of motivation centered around the idea that man is
a pain-avoiding, pleasure seeking animal.

The basis for the

more contemporary expectancy-value theories are in Lewin's
( 1951) ''field theory''.

Lewin stated that given certain

persons and certain environments at a given point in time,
certain behaviors are more likely to take place.
Motivation, therefore, deals with either a change in needs
or in the means of their satisfaction.

This thinking

provided the structure for the contemporary theories which
are most often explored in relation to motivation such as
the one providing the theoretical base for this paper.
'
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Maslow (1943) developed a hierarchy of needs as a
motivational theory.

He suggested that needs were neither

conscious nor unconscious, nor were they determinants of
single behaviors.

The five basic needs arranged in their

hierarchy of prepotency are physiological, security,
belonging, self-esteem and self-actualization.

•

A person is

motivated to perform well when these basic needs are met.
The key to Maslow's theory is that people are by their
nature, attempting to grow, to develop, to mature, to
realize the fullness of themselves, whatever that may be.
Theories of work motivation have provided other ways to
view volunteering.

For example, Herzberg (1968) suggests a

•

''motivator-hygiene'' theory.

He says that factors that lead

•

to job satisfaction are different than those that lead to
dissatisfaction.

In essence, the task given to people is

the highest motivator.
Kempton ( 1980) explains Herzberg' s ''Motivation Hygiene
Theory'' a bit further.

He separates factors affecting

people and how they work into two categories:
factors and motivators.
factors as motivators.

hygiene

Herzberg refers to satisfying
If we fit the Maslow and Herzberg

theories together they overlay as shown in figure 1
(Stulken, 1984).
Looking at motivation as a means of satisfying a
person's basic needs, Wilson (1976) suggests that
volunteering provides the potential for meeting Maslow's
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higher level needs:

belonging, self-esteem and

self-actualization.

With respect to self-esteem, some

potential volunteers are reluctant to volunteer when asked
to teach, but are more willing to show someone else skills
or procedures.

Having served as a volunteer in some role

seems to increase the volunteer's sense of self-esteem and
self-confidence and can cause them to be more likely to
volunteer again for another task .

•

...

~
,___--ui_

HYGIENE FACTORS

MOTIVATORS
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~

""",--....
SELF-ACTUALIZATION
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SAFETY
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Figure 1.

'

The relationship between Herzberg's
Motivation-Hygiene Theory and Maslow's
Hierarchy of Needs

'
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Another theory of motivation explored in detail in this
paper and favored by this author is an aspect of McClelland
and Atkinson's expectancy motivation theory (Hampton 1973).
Expectancy theory stated that needs are not viable without
cognitions.

People behave as they do because they believe

their behavior will lead to a desired reward or goal.
•

emphasis is on rationality and expectations.

The

Expectancy is

a momentary belief concerning the likelihood that a
particular act will be followed by a particular outcome
(Vroom, 1967).

This humanistic theory has its roots in

existentialism.

Essentially, people define themselves by

making choices.

People are always trying to obtain the

optimal reward based on rational expectations about the
world they know.
Expectancy theory helps in the understanding of
motivational processes.

According to Cummings and Schwab

(1973), it is intuitively appealing and general enough to be
applied in various settings.

The theory focuses on

intensity and direction and a growing amount of research is
becoming available in using it.

The two major criticisms of

expectancy theory, as discussed by Porter and Lawler (1968),
are that it is vague about previous learning experiences
which produce expectations and that it does not specify how
outcomes acquire positive or negative qualities for
individuals.
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This theory suggests that people behave as they do
because they believe their behavior will lead to a desired
reward or goal.

According to this theory, three factors

affect behavior:
1.

The need for achievement, which is defined as the

capacity for taking pride in accomplishment.
2.

The need for affiliation, defined as the concern

for one's relationship with others.
3.

The need for power, or wanting to have an influence

or impact on others.
Everyone is motivated by these three needs; however some
needs are stronger or weaker, depending on the individual
and the situation.
•

The degree qf motivation is influenced
•

by the intensity of needs and the degree of satisfaction
which is anticipated.
The McClelland and Atkinson theory is a systematic,
scientific theory.

The three intrinsic motives or needs of

power, affiliation, and achievement are not material ends,
but measurable indicators of satisfaction.

How people

behave depends upon the relative strength or readiness of
the various motives and situational characteristics and
opportunities presented (Litwin and Stringer, 1968).

People

are attracted to climates which appeal to their dominant
needs.

'

The more these needs are met, the more people will

engage in the desired behavior (Korman, 1974).

The greater

the needs met in volunteerism, the longer one will volunteer
and the more satisfied he or she will be.
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The motives or needs of an individual are not always
apparent or consciously defined.

People who were motivated

to volunteer may not have been consciously aware of their
needs for achievement, affiliation or power.

However, a

person's reasons for volunteering are never completely
altruistic or selfish (Horn, 1973).

Most people have

altruistic reasons for volunteering along with a healthy
degree of self-interest.

A volunteer will be motivated when

it is possible to serve primary interests, obligations and

needs comfortably while giving service to others (Naylor,
1967).

The expectancy theory proposed by McClelland and

Atkinson suggested there is no basic contradiction between
. the expectations for successful_need fulfillment and a
devotion to selfless aims or agency goals.
This expectancy theory was adapted effectively by
Henderson (1979) for use in a study of 4-H volunteers.

In

this study, the greatest percentage of volunteers (84%) were
motivated most by affiliation reasons.

This was followed by

12% who were chiefly motivated by achievement and only 4%
who were motivated by power.
Why Understanding Motivation Is Important

Different reasons motivate people to respond to a
manager's invitation to become a volunteer.

Careful

appraisal of these motives helps a manager determine
appropriate ways to recruit volunteers and makes it easier
to keep them.

Managers need to understand and respect the

motives of each volunteer, to base recruitment on the
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reasons people volunteer and to emphasize the benefits to
the volunteer.
In support of this, Klein (1982) quotes VOLUNTEER'S
Rees:

"The altruistic reasons for volunteering still are

prevalent.

But, in addition, people are looking at, what

can I get out of this?

They're looking to develop skills,

or they're looking in an area and saying, if I have only
three hours a week to give, I want to put three hours into
something I really care about.''
Since the volunteer is not paid in money, ''motivational
pay'' is very important.

This comes f rem two sources:

the

person(s) for whom the volunteer activity is performed and
the staff with whom the volunteer works . . Active support and
approval are needed continually to enhance the self image of
the volunteer.

Appreciation should be shown for the person

as well as for the job accomplished.

Being appreciated

helps fulfill personal objectives and is part of the
''motivational pay'', according to the Volunteer Dimension in
EFNEP (1977).
Howe (1981) says that volunteers are entitled to
receive ''a feeling of personal well-being'' in exchange for
the money and personal service they contribute to the
delivery of human services.

The implication for the

organization - voluntary association or agency - is to
operate the volunteer program with the needs of the
volunteer given proper consideration.
Herzberg (1967) supports this idea when he says that
working with volunteer middle managers is not much different
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from working with salaried staff.

He suggests that job

satisfaction or motivation is related to achievement,
recognition for accomplishment, challenging work, increased
responsibility and individual growth and development.
Attention to motivation can reduce turnover.
''Turnover, as business well knows, should be avoided.
It is costly,'' says Gamon (1978).

''The volunteer who quits

is likely to be sour on the program in general.

Conversely,

the experienced volunteer has the basics under control and
is ready for creative expansion.

Reducing worker turnover

means increasing job satisfaction.

Let us take some tips

from industry and provide better pay, more convenient hours,
pleasant surroundings, a lightened work load and·
opportunities for advancement.

Then we will hang ·on to

those volunteers.''
Rewards and positive reinforcement are important to the
volunteer manager.

This is substantiated by Cheatham (1982)

when he says, ''Positive reinforcement promotes further
recruitment of volunteers.

We strengthen the grass roots;

we target our efforts; we reward individual initiative
through volunteering.

We need only to start by offering

opportunities for service.

A

precision commitment and

vision can result from that.''

Summary
Henderson (1979) says that a need exists for more
information about volunteers so better strategies can be
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developed for helping volunteers reach their personal goals
and the goals of the organization.

Motivating volunteers

depends on a number of perceptions about the individual
volunteers and about the tasks they perform.

According to

Stulken (1984), motivation is not something that someone
does to someone else.
person.

Nobody can truly motivate another

Most experts agree in principle that motivation

comes from within the individual for whatever reason.

One

thing managers can do to increase motivation is to establish
the sort of climate in their organization and their
relationships with volunteers that will encourage volunteers
to want to move in the direction of achieving organizational
goals, while at the·_ sam~ time achieving their own personal
•

goals.
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